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ABSTRACT 
 

 
 How do we ensure that newly promoted fire officers have sufficient skills to 
lead their personnel?  This is a question that has perplexed fire service 
administrators for years. 
 
 Newly promoted fire officers need sufficient leadership skills to effectively 
lead their personnel without being caught in the “I am one of them” trap.  The 
problem is that Montgomery County, Maryland’s Division of Fire and Rescue 
Services (DFRS) has not developed a post promotion leadership training 
program.  Officers in the DFRS have, in nearly 85-90 percent of the times, 
completed promotional requirements several years before being promoted. 
 
 The purpose of this applied research project is to develop a post 
promotion leadership course need and provide recommendations for its course 
content. 
 
 An action research methodology was used to answer the following 
questions: 

1. What leadership training programs for post promoted personnel exist in 
fire departments similar in size or adjacent to Montgomery County, 
MD? 

2. What constitutes a successful post promotion leadership development 
course? 

3. What common criteria are being used that could be transferred to a 
post promotion leadership course in Montgomery County, MD? 

 
The procedures used to complete this research included a literature 

review and interviews with the training officers of neighboring jurisdictions of 
similar size. 

 
From this research it was determined that two of the four neighboring 

counties provide either a leadership course as part of the promotional process or 
a post promotion training session.  In one of the departments such training is 
provided, on a time-to-time basis, to newly promoted second level officers.  

 
It was further determined that due to the nature of our organizations, 

leadership style training is a critical element of such offerings, but missed, for the 
most part, in the two departments’ courses noted above.   
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Recommendations: 
 
1. Assign the training academy staff to shadow/participate in the Fairfax 

County, Virginia, ODS and Prince George’s County, Maryland, OCS in 
order to develop an understanding of the relationship of theory taught 
to practical skill requirements of those agencies. 

2. Contract with a professional curriculum developer to develop post 
promotion leadership courses at the lieutenant, captain and district 
chief levels.  These courses should provide access to leadership styles 
as well as address decision making, the role the new officer plays in 
ensuring completion of the mission and supervisory and management 
responsibilities. 

2.a. Academy staff should be assigned to assist in this process. 
They would be the subject material experts for those areas of 
strategy and tactical considerations and policies and 
procedures. 
2.b. Ensure that the courses developed provide graduated 
levels of material based on the rank.  Company leadership at 
the lieutenant and captain level would be weighted higher than 
at the district chiefs rank.  In the latter, incident command would 
have a higher weight than at the company level. 
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INTRODUCTION 
 
 How does a fire chief ensure that newly promoted officers have sufficient 
skills to lead personnel in the 21st century?  Will those leadership skills be 
adequate enough to provide guidance during emergency and non-emergency 
situations?  Will the newly appointed officer be able to change roles from an 
autocratic to a democratic mode as driven by the situation?  Can the leaders of 
the future fire service help in the transformation from organizations primarily 
driven by the fire ground to those that reach out with community service beyond 
the emergency scene? 
 
 For years these questions and many more have driven the concerns of 
academia and management, in and out of the fire service, about the adequacy of 
leadership training programs.  Numerous surveys and experiments have been 
conducted in efforts to determine what leadership is and how it impacts on an 
organization’s operations. 
 
 Often Montgomery County chief officers lament over the lack of leadership 
at the station level.  Too often newly promoted fire officers forget their new role 
and believe that they are still “one of the boys (or girls)” and need not change 
their day-to-day method of running the station.  In too many situations the 
stations run themselves in spite of the assigned officer(s). 
 
 Moving to the new role of officer is difficult for many due to the years they 
have spent within the company as a comrade, fellow firefighter, fishing and 
hunting buddy and through family relationships that have been nurtured at the 
station, on shared vacations and the likes.  This environment is difficult to break 
free from and may result in a laissez faire attitude, with only the necessary 
requirements of the day accomplished.  Little leadership is required in such 
incidents and the performance of the station reflects that situation.  “Too many 
people,” according to Hewitt (1995), “when promoted, fail to understand this 
concept and adapt to it” (p.37). 
 

The problem is that Montgomery County Maryland’s Division of Fire and 
Rescue Services (DFRS) has not developed a post promotion leadership training 
program. 

 
 The purpose of this applied research project is to develop a post 
promotion leadership course need and provide recommendations for its course 
content. 
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BACKGROUND AND SIGNIFICANCE 
 

 Montgomery County, MD’s fire and rescue service is a unique blend of 
career and volunteers that had its beginnings in 1893 with the founding of the 
Takoma Park Volunteer Fire Department.  As with most departments their very 
existence is tied to a disastrous fire and that’s true with nearly every one of 
Montgomery County’s local departments.  As the county’s population grew so did 
the fire service.  Newly organized volunteer departments sprang up throughout 
the county, answering the needs of the residents within those population centers. 
 
 As with most major communities the need for some type of career staff 
arose.  At first it was a daytime janitor/driver to ensure that the station was clean 
and a unit responded to calls for assistance.  Then a second person was added, 
a third and so on.  As more and more volunteers left their homes to work in other 
areas, more and more paid personnel were staffing stations.  As Montgomery 
County has grown to over 800,000 people in its 422 square miles the number of 
volunteers continues to diminish while the paid staff grows.   
 
 Until the early 1970s all personnel, as employees of one of the 19 
independent fire and rescue corporations, were required to meet training 
standards developed by the employer.  This employer developed training 
resulted in a variety of programs, some good, some bad, some, non-existent. 
That in turn saw a corps of officers with varying skills.  Some were well trained 
and deserving of promotion, while others were there due to their influence with 
the ruling body. 
 
 In 1973 the Montgomery County Department of Fire and Rescue Services 
(DFRS) was formed.  It included, at that time, a fire marshal’s office (investigation 
and code enforcement), a centralized communications system and the training 
academy.  Legislation that created the DFRS allowed for development of training 
programs.  For the first time a single, county wide training program was available. 
As can be imagined most of the early courses dealt with the hands-on firefighting 
skills.  Most of the officer training dealt with handling the tactical end; little dealt 
with leadership. 
 
 As an example a 1979 fire in Kensington, Maryland, resulted in the loss of 
a significant portion of a four-story garden apartment complex.  A Board of 
Inquiry Report (1979) on this incident included an evaluation of training.  It was 
stated “Training in management and fire ground command maybe seriously de-
emphasized in favor of first level firefighting skills” (p.3). 
 
 Out of this new organization grew a Career Development program.  This 
program specified required courses and time-in-grade before being eligible for 
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taking a promotional examination.  Career Development requirements have been 
refined over the years, increasing or changing course requirements as dictated 
by the management climate.  At the first promotion level (lieutenant) a candidate 
must have 15 college semester credits while the deputy chief requirement is a 
bachelor’s degree. 
 
 In 1988, as a result of a Fair Labor Standards Act ruling, all employees of 
the local fire and rescue departments became county employees.  In one night 
the DFRS grew from 82 to over 800 employees.  This transition allowed for the 
development of courses focused towards managing and leading.  Fire Officer I 
and Fire Officer II were introduced with outside professionals hired to deliver 
many aspects of these programs.  Assessment centers were also introduced at 
the then existing entry level supervisory position of sergeant (now lieutenant) and 
added to the lieutenant’s (now captain) examination process.  (NOTE: In 1998 
another reorganization of fire and rescue services occurred in Montgomery 
County.  The Department of Fire and Rescue Services was renamed the Division 
of Fire and Rescue Services (DFRS). 
 
 Once all Montgomery County career development courses (academy) are 
completed and appropriate college credits earned and the candidate has 
sufficient field experience he/she is eligible to compete in a promotional process. 
In many cases firefighters will have completed all of their career development 
and college course work and return to ‘station life’ for two to six years before 
being promoted.  With all of this training one would think that a newly promoted 
officer in Montgomery County was ready for the leadership role.  Unfortunately, 
that’s not the case.  Those learned leadership skills slip away as the firefighter 
continues in his/her on-gong role and routine in the station.  
 
 Skill degradation is nothing new.  An anonymous report, A Comparative 
Study of the Manipulative Fire Suppression Skills of Net 6 and Other Fire 
Companies quotes information from a study done by Washington State’s Fire 
Service Training Program and Boeing Aerospace Co. (Sitterly & Boeing 
Aerospace Company, 1974) into the degradation of firefighter skills.  “This study 
indicated that these skills were lost much more rapidly than previously thought” 
(p.26).  Firefighters were divided into a number of teams, some drilled regularly, 
others not at all.  Pertinent study results: 
 

1. Overall performance was significantly degraded after two 
months without practice.  Task completion required 150 
percent more time than at qualification. 

2. The maximum degradation of overall performance was 
measured at four months where completion time was 200 
percent greater than at the end of training.  However, the 
statistical analysis showed that there was no significant 
difference in degradation after two months without 
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practice, i.e., degradation reached its statistical maximum 
after two months. 

3. Hands on practice and one walk around review 
essentially eliminated overall skill degradation for 
retention intervals as long as three months.  After four 
months, hands on practice and walk around review was 
insufficient to eliminate significant skill degradation. 

4. The results obtained from experienced pump operators 
after four months without practice showed degradation 
comparable to that of the test subjects in the four month 
retention group.  The only difference between the groups 
was that hands on practice benefited the pump operators 
to a greater extent, essentially reinstating performance to 
qualification levels (p28). 

 
This Washington-Boeing study also dealt with a variety of retraining 

methods.  These methods included walk around (look/talk), hands on, 
equipment manual review, sound/slide review and video tape viewing.  
The effectiveness of these training methods was part of the study.  The 
study determined: 

  
1. No statistically significant difference in terms of overall 

completion time were found between the three retraining 
methods and the hands on practice with walk around 
review. 

2. Video tape retraining resulted in no significant 
degradation on the prime operations task.  Further, the 
video tape review resulted in the best overall 
performance time of all methods when combined with 
hands on practice. 

3. A combination of any of the three retraining methods with 
hands on practice essentially reinstated overall 
performance time to that achieved at qualification (p29). 

 
Even though skill degradation can be documented little has been done to 

maintain the leadership skills of the potential officer as he/she works tour after 
tour.  Then ‘success’ occurs!  The firefighter is promoted to lieutenant or a 
lieutenant to captain.  And with that promotion it’s time to step into another role. 
Nothing is done to assist these members in their new roles.  Much of what they 
have learned at the academy is gone and the attitudes and styles of the current 
supervisor are fresh in their minds and serve as a guide to how they will perform-
either good or bad.  
  

This lack of leadership skills is a major problem for Montgomery County’s 
fire services as it continues to diversify.  Officers in fire stations are the Division’s 
first link with the public.  Because of their placement in the community they can 
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best represent the organization at community meetings and planning sessions. 
As with most public service organizations the Division has diversified.  Now it’s 
not only handling fire and rescue incidents, but providing various levels of high 
angle and confined space rescue, still and swiftwater teams, hazardous materials 
mitigation, public fire and injury prevention, child safety seat installations and 
inspections, completing Christmas in April projects, and numerous other 
community related services.  With these challenges a strong leader is needed to 
guide and direct his/her personnel in the direction developed by the Montgomery 
County Fire and Rescue Service and articulated through the Division’s mission 
statement. 

 
This research project was completed in accordance with the applied 

research project requirements of the National Fire Academy’s Executive Fire 
Officer Program.  The problems addressed in this research project relate 
specifically to Unit 5: Following and Leading, as presented in the Executive 
Development course.  This unit looks at the various qualities of leaders and 
followers and what one expects of the other.  It is anticipated that the 
recommendations developed from this research will be useful to Montgomery  
County and other fire service organizations of similar size in developing 
leadership training courses. 
 
 

LITERATURE REVIEW 
 
 A literature review, including several interviews, was performed to help 
answer the research questions.  Through this process the author wanted to 
determine how neighboring jurisdictions of similar size were addressing the issue 
of leadership training for the post promoted officer and, based on that 
information, what would constitute an effective course to address this perceived 
need.  Further it was intended to determine what common criteria were used by 
these jurisdictions that would be transferable to Montgomery County. 
 
 The literature review included a search of Executive Fire Officer program 
papers, fire service trade journals and text books on management and 
leadership. 
 
 Research Question 1. What leadership training programs for post 
promoted personnel exit in departments similar in size or adjacent to 
Montgomery County, MD? 
 
 Two of the four counties in the Baltimore-Washington, DC Metropolitan 
region with similar size organizations have addressed the issue of officer 
leadership training through career development programs that have specific 
benchmarks. 
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 Fairfax County, Virginia’s, training officer, Deputy Chief Ken Jones 
(personal communication, March 11, 1999) said, “The Department’s leadership 
training program is one with a strong emphasis at the lower ranks”.  Fairfax 
County has three levels of company officer: lieutenant (unit officer), captain 1 
(shift commander) and captain 2 (station commander). 
 
 Fairfax County firefighters’ career development program is based on 
several steps.  A candidate must have completed a specific number of college 
credits as identified in the Fairfax County Career Development Handbook 
(Smoke, 1995 p.11).  The candidate must also possess a fire science certificate 
from Northern Virginia Community College.  With these credentials in hand the 
member may participate in the first promotional process, that of lieutenant.  
Those passing the promotional examination (a score of 70% or more) go on to a 
five-day Officer Development School (ODS) and then are assigned to field and 
staff positions. 
 
 The five day ODS includes the following subject material: 
 
 Day 1 Employee Assistance 
  EEO/AA 
  Motivation 
  Emergency Response/Documentation 
  Discipline Character Matters 
  Time Management 
 Day 2 RIT Officer 
  ICS Accountability 
  Incident Simulations 
 Day 3 Incident Simulations 
 Day 4 Mayday! Firefighter Down 
  New Residential Construction 
 Day 5 Strategy and Tactics 
  Lessons Learned 
 
 To be eligible for captain 1 a lieutenant must continue in the career 
development program, completing additional training.  He/she must be a certified 
Firefighter II, have completed the Zenger-Miller First Line Leadership II program, 
have additional college level courses, etc. (Fairfax County Career Development 
Handbook, pp.13-14, 1995).  A move to captain 2 also requires additional work 
as noted in the Career Development Handbook (p.15) and a specific time in 
grade is required before promotion can occur.  
 
 Prince George’s County, Maryland, uses an Officer Candidate School 
(OCS) with entry similar to that of the Fairfax County, Virginia, process.  Battalion 
Chief Ron Hasson (personal communication, April 14, 1999), Prince George’s 
training officer, said there are three steps to promotion at the first supervisory 
level (lieutenant). 
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 With three years service as a firefighter a member may participate in the 
promotional process.  Chief Hasson said “A candidate will be tested (written) on 
department standard operating procedures, general orders and selected 
materials from strategy and tactics and supervisory and management practices 
to gain entry to the OCS.”  A score of 70% or higher is required at this step. 
 
 The OCS lasts three weeks and includes materials on strategy and tactics, 
emergency scene operations, management and supervision, the Maryland Fire 
and Rescue Institute (MFRI) Level I Instructor Training Course and 
administration requirements of the Prince George’s County Fire Department. 
Upon completion of this activity the candidate is certified as a National Fire 
Protection Association Standard 1021 Fire Officer II.  There are two tests during 
the OCS and the candidate, to pass the course, is required to have a combined 
average of 70% on the two. 
 
 Those that successfully complete OCS move on to an assessment center. 
Chief Hasson said,  “The assessment center is fairly standard with an in-basket, 
emergency scene and disciplinary action exercises.”  Personnel are ranked by 
scores and once promoted no further training is required at this level, i.e. to time 
of promotion. 
 
 Promotion to captain requires successful completion of a written 
examination (70% or more).  “Candidates are provided a study list, more 
weighted to management,” Chief Hasson said. 
 
 “Usually,” according to Chief Hasson, “no further formal training is 
required.”  He said this has changed from time-to-time based on the sitting fire 
chief.  Past chiefs have required some management classes for newly and 
recently promoted captains. 
 
 Anne Arundel County, Maryland’s, training officer, Division Chief Joseph 
Ross (personal communication, April 14, 1999) said that they require candidates 
for lieutenant and captain to be certified Fire Officer I and II respectively.  To 
accomplish this a firefighter may complete the Maryland Fire and Rescue 
Institute’s (MFRI) Fire Officer I and II courses (taught by the Anne Arundel 
Training Academy) or challenge the examination.  The key is state certification.  
  
 With certification and appropriate time-in-grade a candidate is then rated 
using a matchmaker concept.  Matchmaking rates the candidate based on 
training, experience and an interview rating.  Those scoring 70% or more are 
placed on the promotional list.  The top three names are submitted to the fire 
chief who may select any of the three.  No further training is required. 
 
 Promotion to captain is done in a similar manner, except the candidate 
must be a Certified Fire Officer II.  No written test is required.  “Anne Arundel 
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again uses a matchmaker concept of various courses, education and experience 
for points towards promotion,” Ross said.  Once promoted and assigned no 
further training is required.  Candidates for battalion chief go through the same 
process, except he/she must be a Certified Fire Officer III. 
 
 Battalion Chief Mark Hubbard, Baltimore County Fire Department training 
officer (personal communication, March 12, 1999) said their process has been 
simplified.  To take the promotional examination for lieutenant the candidate 
completes MFRI Fire Officer I, takes a test and interview and is then placed on 
the eligibility list for promotion.  It’s the same process at the captain’s level, 
except the course is MFRI Fire Officer II.  “Once promoted, at either rank, no 
additional training is required,” according to Chief Hubbard. 
 
 Research Question 2. What constitutes a successful post promotion 
leadership development course? 
 
 What materials are best suited for a post promotion leadership 
development course?  What will enable our fire officers of the future to make 
effective decisions, both in emergency and non-emergency situations?  How will 
this leadership reflect on the organization’s mission? 
 
 In an Executive Fire Officer paper Hassan (1997) discusses adult 
education, specifically related to potential fire officers.  He notes the importance 
of understanding the concepts of adult education theory-andragogy and how it is 
used in the fire service.  Following his research he states “…adults must be 
involved and active for learning to take place” (p.9). 
 
 Hassan (1997) discusses a variety of techniques used to enhance an 
adult’s ability to perform.  One such technique is behavior modeling, which 
employs practice over theory or lecture.  A second method is simulation.  He 
states,  “Since simulations are modeled after real life situations they are more 
likely to bring about a change in behavior than many other learning methods” 
(p.12). 
 
 He concludes his discussion on adult learning by including other 
experiential learning techniques.  He says,  “Others…include case studies, role 
play exercise, group discussion and group exercises.  These methods bring 
varying levels of effectiveness to the learning situation.  The most compelling 
reason for their use in the fire officer training is that they require student 
involvement” (p.12). 
 
 The literature is filled with a litany of theory on leadership, but little 
validation is available.  In attempting to determine the best material for a post 
promotion course administrators should be aware that research indicates that 
that may be a difficult target to hit.  Cenger, Kaungo and Associates (1988) note 
that “Research has yet to produce a strong developmental theory of leadership” 
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(p.277).  They further state “Leaders are by definition change (developmental) 
agents in organizations,” and add, “Yet we know little about how leaders develop 
followers (the process), how differences (from one leader to another) affect the 
time it takes a leader to develop one follower, rather than another…” (p.277). 
 
 Developing flexibility in our future leaders is critical.  Grant and Hoover 
(1994) note that the fire service is one of the last “great bastions” of change in 
the nation.  Many have equated their fire service as “200 years of tradition 
unchanged by progress.” 
 
 Bennis and Nanus (1985) state that “Leadership competencies have 
remained constant, but our understanding of what it is, how it works and the 
ways in which people learn to apply has shifted” (p.3).  They add,  “Decades of 
academic analysis have given us more than 350 definitions of leadership” (p.4). 
A fire department attempting to develop a leadership course must have a vision 
of what they want their leaders to be and how to get them there. Bennis and 
Nanus write: 
 

Literally thousands of empirical investigations of leaders have been 
conducted in the last seventy-five years alone, but no clear and 
unequivocal understanding exists as to what distinguishes leaders from 
non-leaders, and perhaps more important, what distinguishes effective 
leaders from ineffective leaders…(p.4).    

 
 Fire service instructors working with firefighters from the start of an 
individual’s career through various promotions can identify shifts in learning and 
behavior.  Cenger, Kaungo and Associates (1988) note “Development is a 
continuous process of change and reaction to life events that occur over time” 
(p.279). 
 
 The objective of a fire officer’s post promotion leadership course should be 
to improve an individual’s systematic approach to how he/she applies learned 
skills in the role of leader.  This model is one “based on the premise that 
successful completion takes one from start to finish and then leads back to start 
for anew beginning at a deeper level” (p.89) according to Dinkmeyer and 
Eckstein (1996). 
 
 They further note that effective leaders must use a performance cycle that 
includes the following rules: 
 
 “1. ID the issue, 
 “2. Inventory the assets, 
 “3. Set and align goals, 
 “4. Appraise performance (objective criteria), and 
 “5. Consequences (from performance, or lack of)” (p.90). 
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 If the current fire service leadership anticipates that its leaders of the 
future will have the necessary skills then course work must be provided that 
starts them in that direction.  Dinkmeyer and Eckstein (1996) note that there are 
seven characteristics found in encouraging leaders. 
 
 “1. Really listen to employee, 
 “2. Respects employee’s abilities and believe in them 
 “3. Is enthusiastic, 
 “4. Sense of humor, 
 “5. Admits mistakes, 
 “6. Gives employees credit for their ideas, and 
 “7. Is positive” (p.139). 
 
 As we consider the relationship an officer has with his/her personnel 
Metcalf (1999) provides an interesting commentary: 
 
 For the company officer, particularly the new company officer, there 

are powerful lessons to be learned from kids and dogs.  You are an 
important person to the people in your company.  You are the 
source of not just their work but also their safety and happiness 
while they’re with you.  Just like your kids or the dog, they study 
you constantly and they learn to read you, often much better than 
you would imagine.  Also, like your kids or dog, they reflect the 
message that you send to them.  If you’re positive and happy, 
they’re probably going to be “up” too.  If you’re in a bad mood and 
snap at everyone around you, they’re probably going to make 
themselves scarce.  If you’re not being honest in communicating 
with them, you’re probably not going to get honest communication 
in return (p.61). 

 
 In readings on “The Leader of the Future” (editors Husselbein, Goldsmith, 
Backhard, 1996) an article by Ken Blanchard, “Turning the Organization Pyramid 
Upside Down” is cited.  Blanchard states, “…the leader of the future must be able 
to manage energy and change people’s physical state of being,” and that the 
leaders of the future must be “…cheerleader, supporter, encourager rather than 
judge, critic or evaluator” (p.85). 
 
 As it was noted in the beginning of the literature review many leadership 
theories have been expressed over the years.  The previous citations reflect 
current thought, but a look at some of the older literature shares some of the 
same concerns.  Granito (1975) states, “Evolving leadership patterns have not 
only changed the definition, but have also nullified the turn of the century 
approach to leadership—“I am the chief and they are the Indians” (p.15).  Granito 
(1975) further notes that “Leadership development (must be) designed to give 
the group members an emerging role in actual experience, participation, decision 
making and executive skill development” (p.15). 
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 In developing post promotion fire officer leadership training the department 
must consider how it wants its leaders to behave and when that behavior should 
occur.  “How does the officer behave?”  Granito asks (1975), “Is he strong and 
persuasive, abrupt and autocratic, permissive and goes for the group decision…” 
(p.15).  He adds “The fire officer develops a relationship with his/her 
subordinates by the leadership style he/she selects” (p.16). 
 
 Hewitt (1995) notes that “Traditionally, the fire service has had more 
taskmasters than leaders in its senior officer ranks” (p.31).  He further adds, “It’s 
time for new styles of leadership in the fire service—one of trust, respect, 
participation and truth” (p.31). 
 
 “Credible officers who assume a leadership role today must be able to 
articulate at least three essential attributes if they are to be effective” (p.32) 
Hewitt says.  It’s his contention that today’s fire service officer has to earn the 
“trust and respect” (p.32) of a variety of people, from firefighters to the 
community. 
 
 Hewitt (1995) identifies the 7 characteristics of a modern fire officer as: 
 
 “1. A strategic thinker, 
 “2. A flexible, innovative risk taker, 
 “3. Open to new ideas. 
 “4. Able to access data and make decisions quickly, 
 “5. Able to deal with uncertainty and ambiguity, 
 “6. Able to introduce and mange change effectively, and 

“7. Able to provide leadership and management in a partnership type     
relationship with staff and employee organizations” (p.34). 

 
 He further notes that fire officers must determine who they are and what 
they stand for.  If they don’t they will not be able to take the next step, that of a 
leader.  He says “…it is important that officers spend time determining what their 
guiding principles and convictions are,” adding, “To not take the time to outline 
what they stand for is to lock (out) the ability to provide competent leadership” 
(p.46). 
 
 A further example of the need for leaders to determine their guiding 
principles is found in the Washington Post (Graham, 1999) article reporting on 
the promotion of General James L. Jones as the 32nd commandant of the Marine 
Corps.  Jones, according to Graham, issued a 15-page “Commandant’s 
Guidance,” introducing his “vision” to the Corps.  His vision writings include long 
passages on “the importance of trust and cohesion and what it means to be a 
Marine.”  Graham notes that General Jones is swinging to a more “participatory 
style of management.”  Jones’ wrote in his new guidance “Implicit in this 



 16

philosophy is the conviction that we do not always need regulations that ‘spell it 
out’ for us in agonizing detail.” 
 
 Research Question 3. What common criteria are being used that could be 
transferred to a leadership course in Montgomery County, MD?                 
 
 Do leadership courses being used by neighboring jurisdictions, or others, 
include material that would be the base for such an offering in the County?  What 
specific curriculum items do our officers need to move forward as effective 
leaders? 
 
 The National Fire Protection Association (NFPA) Standard for Fire Officer 
Professional Qualifications (NFPA 1021) (1997) is the only national standard that 
specifies subject material that a fire officer should know.  Beyond that it requires 
the local department to design course material that matches its specific needs. 
 
 Hasson (1997) conducted a survey in and out of Prince George’s County, 
attempting to determine the content for a leadership course.  “Interestingly, the 
overall ratings given by those inside the Department were very similar to those 
from the outside survey” (p.16).  Many of the selections mirror NFPA 1021. 
 
 He concluded, based on his surveys and the content of NFPA 1021 that 
“…the following subject areas should be included in an officer training program 
for the Prince George’s County Fire Department: Operational, Management, 
Administration and Instructor Training” (p.17). 
 
 The specific content of those subject areas is as follows: 
 
 “Operational     Management 
 ICS      Ethics 
 Fireground operations   Decision making 
 Hazardous materials operations  Problem solving 
 Building construction/pre-planning Coaching and motivation 
 Firefighter safety    Delegation 
       Employee assistance 
 
 Administration    Instructor Training 
 EEO and cultural diversity   Level 1 instructor training 
 Fire prevention 
 Fire records 
 Administrative paperwork 
 Discipline procedures” (p.17). 
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 Fairfax County’s Career Development Program (Smoke, 1995) requires a 
one week Officer Development School that is to be completed after promotion to 
lieutenant.  This course includes the following subjects: 
 
 “Employee assistance 
 EEO/AA 
 Motivation 
 Employee relations/documentation 
 Discipline/character matters 
 Time management 
 RIT officer 
 ICS/accountability 
 Incident simulations (1 ½ days) 
 Mayday! Firefighter down 
 New residential construction 
 Strategy and tactics 
 Lessons learned” (insert, no page number). 
 
 Anne Arundel County, Maryland, and Baltimore County, Maryland, use 
either fire officer certification or the MFRI Fire Officer I and Fire Officer II courses 
as requirements to participate in the promotional process.  Fire officer 
certification can be obtained by successfully completing the MFRI course or by 
challenge examination. 
 
 MFRI’s 1999 Course Catalogue identifies the subject material for these 
courses as those contained in NFPA 1021 (1992).  Fire Officer I (Appendix B) is 
a 60 hour course that meets the requirements of Chapter 2 (Appendix C).  In a 
MFRI conducted course a preceptor is required to provide guidance and 
assistance to the student.  The course includes group problem solving exercises, 
scenario problems with tactical simulations and a focus on the implementation 
and applicability of the ICS as applied to fire groups operations and incident 
scene management. 
 
 Its 48 hour Fire Officer II (Appendix B) program is designed to meet the 
criteria of Chapter 3 of NFPA 1021 (Appendix C).  The program expands on the 
daily administrative and operational requirements of a mid-level manger. 
Development and application of strategic planning concepts and resource 
deployment at large scale incidents are part of the course content. 
 
 MFRI has also developed a Fire Officer III (Appendix B) course based on 
Chapter 4 of NFPA 1021 (Appendix C).  This is a course that requires a 
considerable amount of outside work.  It meets in weekend seminars throughout 
an 11-17 month period.  A Fire Officer III candidate must possess strong verbal 
and written skills.  Project/research assignments comprise 30% of a participant’s 
grade. 
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 Besides direct fire service conduct of leadership training programs 
community colleges have offerings that can be integrated into a department’s 
career development.  Maricopa Community College (Arkansas) conducts a 
course titled “Supervisory Training for Firefighters” (Appendix D).  
 

It’s divided into five major areas: Scope of leadership, management and 
planning, developing and staffing an organization, communications and scope of 
evaluation.  If the behavioral objectives are met a student will be able to: 

 
“1. Explain leadership theory and motivation, 
2. Describe the disciplinary process and disciplinary tools, 
3. Describe the guidelines and methods available to make managing and 

planning more effective, 
4. Explain the function and organization of a fire department, 
5. Describe the major problems that serve as barriers to effective 

communications, and  
6. Describe the major areas of management that require evaluation by fire 

service managers” (p.1). 
 

In summarizing the literature search it was determined that a conflict exists 
between the academia and experts in the field of leadership theory compared 
with the materials being taught in neighboring jurisdictions.  There is a potential 
blend that can be accomplished that will lead to post promotion leadership 
training courses for both lieutenants and captains in Montgomery County.  

 
PROCEDURES 

 
Definition of Terms 
 
Andragogy-Basic theory of adult learning; includes four main assumptions: 

adults are self-directing, have previous experience, must be ready before any 
learning can take place and they have a problem centered orientation to learning. 
 
 This research was conducted in the action mode and was designed to 
learn if other fire departments were conducting post promotion leadership training 
and what materials were covered in such courses.  Part of this inquiry dealt with 
how others ensured that promoted officers were current in the knowledge and 
skills to effectively lead their assigned personnel within the organization’s 
mission. 
 
 The procedures used to complete the research included a review of 
Executive Fire Officer projects, leadership texts in several libraries and the 
author’s personal collection, from fire service journals and the Internet.  In 
addition four interviews were conducted with training officers of similar size 
jurisdictions as Montgomery County in the Baltimore-Washington Metropolitan 
region.  It was the intent of these interviews (Appendix A) to learn how each of 
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these agencies was handling its fire officer training.  Specific questions dealt with 
when was pre/post promotion completed and what was the course content. 
 
  

Research Question 1: What leadership training programs for post 
promoted personnel exist in fire departments similar in size or adjacent to 
Montgomery County, MD? 
 

Procedures used to answer this question included interviews with the fire 
department training officers of Fairfax County, Virginia and Anne Arundel, 
Baltimore and Prince George’s counties in Maryland.  Specific information was 
wanted on the promotional process that included any training required pre and 
post promotion at the lieutenant and captain ranks. 
 

Research Question 2: What constitutes a successful post promotion 
leadership development course? 
 
 Research in this area dealt with a review of various leadership texts, 
Executive Fire Officer Program applied research projects and the Internet on 
management and leadership.  The intent of this question was to determine the 
concepts that a leader needs to be successful.  It was anticipated that by 
reviewing materials written by the experts a better insight would be gained into 
what leadership materials need to be taught.  
 

Research Question 3: What common criteria are being used that could be 
transferred to a post promotion leadership course in Montgomery County, MD. 
 
 This involved an analysis of the existing material and theoretical writings in 
an effort to develop a recommendation for a course suitable to post promoted 
Montgomery County fire/rescue lieutenants and captains. 
 
Limitations 
  
 As with all short time research projects done on a part-time basis it is 
difficult to obtain adequate information or test the conclusions.  Much of the 
literature, even through currently dated, relies heavily on materials written in the 
1960s and 70s.  
 

FINDINGS AND RESULTS 
 

Research Question 1: What leadership training programs for post 
promoted personnel exist in fire departments similar in size or adjacent to 
Montgomery County, MD? 
 
 The four departments that are of similar size and in proximity to 
Montgomery County have varying degrees of fire officer leadership training.  In 
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Anne Arundel County, Maryland and Baltimore County, Maryland, there is a 
heavy reliance on NFPA 1021 and MFRI fire officer courses as the core 
curriculum for eligibility to participate in either the lieutenant or captain 
promotional examinations. 
 
 Fairfax County, Virginia, and Prince George’s County, Maryland, use two 
different concepts in officer training. Fairfax County conducts a five-day Officer 
Development School after promotion to lieutenant.  There is no post promotion 
training for captains. 
 
 Prince George’s County, Maryland, on the other hand, has a three-part 
program for promotion to lieutenant.  Once a firefighter meets the eligibility 
requirements he/she sit for a multiple-choice test from a variety of study materials 
provided by the Department.  This serves as a screening tool.  Those scoring 
70% or better move on to a three week Officer Candidate School.  There are two 
tests during this course and a combined average of 70% or better is required to 
move on to the third step, an assessment center. 
 
 Those successfully completing the assessment center, again a 70% or 
better, are placed on the promotional list in rank order.  As vacancies occur they 
are promoted and assigned.  
 
 The captain’s promotional process in Prince George’s County, Maryland, 
starts with a written screening tool followed by an assessment center.  No pre-
test training is required.  On several occasions the sitting fire chief has directed 
that a post promotional, week long class be conducted to cover certain 
management skills and updating of the Department’s and County’s policies and 
procedures.  
 

Research Question 2: What constitutes a successful post promotion 
leadership development course? 
 
 There are core subject materials that all leaders need, but few experts can 
go beyond that.  As Cenger, Kaungo and Associates (1988) noted when 
discussing the subject material for leadership training “Research has yet to 
produce a strong developmental theory of leadership” (p.277). 
 
 When we consider fire officers as leaders and leaders as change agents 
then they need skills related to techniques that have been successful for others 
in leadership roles.  Such traits as listening, respecting the member, being open 
minded and loyal are key elements, but not the only aspects of such a course.  
 
 A post promotional course needs to focus on gaining the employees trust 
and respect while allowing them to participate within the decision making process 
at certain levels.  The newly appointed officer must understand that he/she leads 
his/her element (mostly people) along a path that should be designed to meet the 
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mission of the department.  This newly promoted officer then needs to be as 
Hewitt (1995) described “…a thinker, risk taker, open to new ideas, able to make 
decisions….” (p.34). 
  
 If fire officers of the next century are to transform the service from one of 
purely fire and rescue to one of a partner in the community then they must have 
leadership training that encompasses new direction.  As Coleman (1994) said 
“Leadership is taking an organization from where it is to where it has to be 
sometime in the future” (p.44).  This research paper is about training of fire 
officers, hopefully, immediately after promotion.  As Sanders (1993) states: 
 

The future leaders of our fire departments must be prepared for success. 
They must be trained thoroughly before they are assigned to positions of 
greater responsibility.  They must be given clearly defined and measurable 
goals and objectives and they must be encouraged to find innovative 
solutions to existing and future challenges.  They must be allowed to 
experiment and to make mistakes.  Finally, they must be “caught” doing 
things right! (p.26). 

 
Research Question 3: What common criteria are being used that could be 

transferred to a post promotion leadership course in Montgomery County, MD? 
 
 In the Fairfax County, Virginia, Officer Development Course and Prince 
George’s County, Maryland, Officer Candidate School, course materials were 
quite similar.  The reliance on NFPA 1021 certification and MFRI Fire Officer I 
and II courses, as used by Anne Arundel County, Maryland and Baltimore 
County, Maryland, also parallel the first two programs.  These programs, as well 
as that of the Maricopa Community College, have subject materials that could 
easily be transfer to a post promotion leadership course in Montgomery County. 
 
 

DISCUSSION 
 

Research Question 1: What leadership training programs for post 
promoted personnel exist in fire departments similar in size or adjacent to 
Montgomery County, MD? 
 
 It is evident from the materials provided by the adjacent counties and in 
interviews with the respective training officers that the knowledge and skill of their 
future officers is critical.  In Fairfax County, Virginia, and Prince George’s County, 
Maryland, the concern is so great that officer courses are targeted at the 
potential or just promoted officers. 
 
 On the other hand Maryland’s Baltimore County and Anne Arundel County 
rely on NFPA 1021 certification or MFRI for its officer training prior to 
participation in the examination process.  
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 In all four situations the training officers recognize the need for preparing 
the new officer for his/her leadership role.  All four agencies concur on the need 
to develop general course material on subject areas such as leadership styles, 
incident command, administrative functions and management skills and a review 
of how local policies and procedures impact the overall department operation. 
 

Research Question 2: What constitutes a successful post promotion 
leadership development course? 
 
 From the literature review and interviews conducted it is clear that a post 
promotion leadership development course must deal with the participant’s 
understanding leadership theory.  This requires that a historical perspective be 
built first, followed by current thinking on the subject.  The course must provide 
significant time for emergency scene simulations in order to polish those split 
second decision making skills needed by company level officers. 
 
 If we expect our officers to be leaders in the 21st century then they “must 
be able to manage energy and change people’s physical state of being” 
Blanchard (1996, p.85). As Cenger, Kaungo and Associates (1988) noted “…we 
know little about how a leader develops a follower,” and “…research has yet to 
produce a strong development theory of leadership.” Grant and Hoover (1994) 
note that there are over “350 different definitions of leadership in the literature” 
(p.14).  These conflicts—need to develop leaders and knowing what the theory of 
leadership is—create significant problems for the agency attempting to design 
leadership development courses. 
 
 In discussing how trends in the fire service have changed over the years 
Grant and Hoover (1994) show concern for the leader of the future.  With the shift 
of fire departments from purely firefighters to emergency medical providers, 
hazardous materials responders, community planners and public fire and injury 
prevention specialists, the leaders of the future must find “…innovative 
approaches to managing” and these “…must be initiated in order to provide 
quality service in new and dynamic ways while simultaneously cutting the cost of 
these services” (p.6). 
 
 Continuing on about the training of future leaders Grant and Hoover 
(1994) state “…there has been little or no review of the different skills, training, 
expertise, scheduling and operating procedures that are most appropriate given 
the new responsibilities of the service” (p.7). 
 
 As leadership training is developed the agency involved must recognize 
that the style used sets the tone for the rest of the department.  What happens at 
the top will be emulated at the bottom.  With that concern in mind it’s important 
that leadership training be offered at all levels of the department. 
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 Care must be taken in developing the leadership training to ensure that 
the culture and tradition are properly supported, if warranted, or disregarded if 
they reflect badly on the local system.  Grant and Hoover (1994) go on to note 
that “leadership is most often defined as a perception or attitude held by both 
followers and leaders that drives the organization and causes something to 
happen” (p14). 
 
 In their text Grant and Hoover (1994) acknowledge Professor Edwin 
Ghiselli’s study of 300 managers who identified the following six significant traits 
of leaders: 
 

“1. Gets the job done through others, 
“2. Is motivated to work hard to achieve, 
“3. Has the reasoning, judgement and the ability to think (intelligence), 
“4. Is able to solve problems and make decisions, 
“5. Has confidence in his/her ability, and 
“6. Is self starting and self directed” (p.25). 
 

 Finally, after a lengthily discussion about leadership style Grant and 
Hoover (1994) hone in on the style most closely associated with the fire service. 
It’s the transformational style and is relevant to the fire service due to the 
transition that is taking place in service delivery.  They say, “Transformational 
(TFL) leadership is about change, innovation and entrepreneurship” (p.36). 
 
 Because the fire service is in change the leader’s focus must be about 
accomplishing positive change.  To be successful the transformational leader 
must be able to recognize the need for a change in direction.  He/she must then 
provide a vision for the organization and articulate that by guiding its members 
towards mission fulfillment.  Post promotion officer development courses must 
consider this aspect and ensure that the curriculum includes material on being 
the change agent, why they are in that role and provide the chief’s values, beliefs 
and direction.  Bennis and Nanus (1985) believe the leadership environment 
today can be seen in these contexts: commitment, complexity and credibility.  
 
 To provide a successful post promotion course for officers it is apparent, 
from the literature review, that its content must include fire service relative 
material as well as material on current leadership styles.  The standards of 
incident command and incident scene management are evident, but developers 
must ensure that content addresses the concept of transformation, as the fire 
service continues to move more to disciplines other than firefighting.  Future 
leaders must understand the role that they will play in accomplishing these new 
missions. 
 

Research Question 3: What common criteria are being used that could be 
transferred to a post promotion leadership course in Montgomery County, MD.? 
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 Each of the four surrounding agencies differs in common criteria. Anne 
Arundel County, Maryland, relying on officer certification and Baltimore County, 
Maryland, using MFRI related courses, do not provide background training or 
post promotion courses related to leadership needs.  Officers in those agencies 
must seek out additional training, on their own time.  
 
 Fairfax County, Virginia, and Prince George’s County, Maryland, on the 
other hand, provide and require completion of leadership course material prior to 
or after promotion.  Prince George’s County uses the course prior to and as part 
of the lieutenant’s promotion process. In many cases the candidates are 
promoted shortly after completion of the OCS.  On occasion post promotion 
courses have been conducted for captains. 
 
 Fairfax County’s process uses an Officer Development School for 
lieutenants immediately after promotion.  This particular concept lends credence 
to providing mission direction to the newly appointed officer.  Its ODS lacks 
sufficient focus on the transformational leader.  Leadership style with Prince 
George’s County’s program covers some aspects of decision making, problem 
solving and situational leadership. 
 
 The Maricopa Community College “Supervisory Training for Firefighters” 
course encompasses concepts found within the various curriculum previously 
discussed. It does, however, provide more theory. 
 
 

RECOMMENDATIONS 
 
 It is evident from the research conducted that Montgomery County needs 
to develop post promotion officer training programs that address various 
elements of supervisory, leadership and management skills.  Each of the three 
lower level promoted ranks, lieutenant, captain and district chief, would benefit 
immensely from such offerings.  It’s critical that these courses be given after 
promotion as a jump-start for the newly promoted officer.  
 
 Management must recognize that the time from competition of training and 
education related to leadership may have concluded many years before a 
candidate is promoted.  The key is to remove them from the climate in which they 
have existed for the years prior to promotion.  Leadership training programs 
should help provide a mental enema to the newly promoted officer, flushing out 
bad habits learned in the previous station tour and re-filling it with leadership 
concepts and mission direction and his/her specific role in that process. 
 
 Specific recommendations are as follows: 
 

1. Assign the training academy staff to shadow/participate in the Fairfax 
County, Virginia, ODS and Prince George’s County, Maryland, OCS in 
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order to develop an understanding of the relationship of theory taught 
to practical skill requirements of those agencies. 

 
2. Contract with a professional curriculum developer to develop post 

promotion leadership courses at the lieutenant, captain and district 
chief levels.  These courses should provide access to leadership styles 
as well as address decision making, the role the new officer plays in 
ensuring completion of the mission and supervisory and management 
responsibilities. 

2.a. Academy staff should be assigned to assist in this process. 
They would be the subject material experts for those areas of 
strategy and tactical considerations and policies and 
procedures. 
2.b. Ensure that the courses developed provide graduated 
levels of material based on the rank.  Company leadership at 
the lieutenant and captain level would be weighted higher than 
at the district chiefs rank. In the latter, incident command would 
have a higher weight than at the company level. 
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Interview Questions 
 
 
 
 
 
 

1. What is the rank structure of your department? 
 

2. What process does a firefighter go through to be eligible for promotion 
to the first and second supervisory levels (lieutenant and captain)? 

 
3. Do you have required pre-promotion training specifically targeted at 

officer candidates and covering leadership skills? 
 

4. Do you have required post-promotion training covering leadership 
skills? 

 
5. What are the specific course materials covered in either pre or post 

promotion leadership training? 
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APPENDIX B 
 

Maryland Fire and Rescue Institute  
Fire Officer Standards, I, II, III 
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APPENDIX C 
 

National Fire Protection Association  
Fire Officer Standard 1021, Chapters 2, 3, 4 
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APPENDIX D 
Maricopa Community College  

Course Information 
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